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ABSTRACT 

The Information Support System <ISS) is a management 
information system developed for the National Drug Education Program 
(NDEP) * The major components of the ISS are; (1) the Project Growth 
Record which provides a tool for project self*evaluation and for 
communication between HDSP project officers and project directors; 
(2) the Quarterly Project Summary which provides quantitative and 
administrative data for program management and for congress and the 
Administration; and (3) the Shared Experience Bank, the prime vehicle 
for informally sharing project activities* The Project Growth Record 
uses a three-cplumn format allowing for systematic comparisons 
between plans and accomplishments* The Shared Experience Bank 
provides a communication network between projects with similar 
problems or activities* The system is based on narrative reporting* 
Z% focuses on problem solving and on providing useful information to 
ld,cal project staffs. Samples of .reporting forms are appended* 
(Author/PP) 
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'nm jm:>maiai supeokt system 
t'l^ijftGEi.e.'fr itNiFORMaTiaj for pj?dblem solving 
Nancy A. Mead 

Tiiere are a nuntoer of reasons, for sharing our experience in c3evelc^ing and 
inpleiienting the Informaticxi Support System (ISS) , a managonent infonrBtion 
system for the National Drug Education Program. First/^we made a lot of 
mistakes and learned a grfeat deal in the process; sone of this can certainly 
be passed on to others. Another reason is that our system has sane innovative 
approaches that are*readily adaptable to a wide variety of situations. Finally 
I think some of the philosophical underpinnings of the system are unique and 
worthy of discussion. 

T hex^i^ational Drug Education Program 

Before,! begin to discuss the ISS itself/ need to provide some background 
regarding the National Drug Education Program (NDEP) . This is essential 
because the ISS was designed not only to meet the needs of the NDEP but also 
to mirror sate of its iiiportant goals and premises". It is irrportant that 
the methods for collecting information not only yield the needed data, but also " 
that the system be congruent with the c^rall program philoso^iy* For exanple/ 
a program orier'^ tcw<ard providing specific services to a wqll identified 
pc^nilation lends itself to a guantitati^ reporting system; a program directed 
at respon<4ing to locally identified heeds in a variety of areas lends itself 
to a more flexible systam. 

^rhe rfatiOTal Drug Educatioi Program was established in 1970 within tlie U.S* 
Office of Education for the purpose of supporting drug abuse prevention 
programs for youth* The program recognizes that there is no single approach 
for solving the durg problem* Since drug abuse problems in the inner city are 



not the sama as those in the suburbs, it is necessary to develj^p projects 
based on specific local needs. Mot only ars different drugs being abus©a, 
but different social institutions influence the youth. In seme coiwunities 
the hocce and church, provide strong directim for young pec^le; in other 
ccfTOunities peer groups and sdiools are nore prcminent. In order for a 
project to be effective, the oomnunity must defkie its own particular prctolem 
and assess its resources. And because the drug scene changes so quidcly and 
in such ocMpplex ways, it is neoess&ry for project develqpers to e:qperiment 
with new approaches and to neasure th^ir effectiveness. 

On a national basis, the NDEP accepts the fact that there is no one strategy 
for dealing with the drug problan. For tliis reason they have launched a 
variety of different approaches, Tiiese have included^ 1) najor training and 
coordination programs witnin State Departments of Education, 2) college and 
coOTunity based dononstration projects, 3) innovative school based projects, 
4) short term training and long term demonstration projects for preservice dnig 
education in Schools of Dducation, and 5) training and follcw^up assistance 
for oontflunity and sdiool drusj prevention teanis. Adnit^edly, seme of this' 
variety is due to the changing priorities of congress and the administration, 
tiowever, it is priinarily the result of creatively e^^rimenting witli a number 
of natioiial program strategies. 

Within all of this variation, the !JDEP must manage and account for all of its 

J- 

activities, a task which J,^uires several types of information. First, there 
IS tlie unending need for quantitative information which feeds into the various 
program planning and budgeting processes and are utilized during oongressicnal 
and executive branch liearings. Secondly, tliere is need for information for 

4 



project monitoriny, particularly data on project activities and financial 
mabters. Finally, tlie rJDEP is a demonstration program. V7ith a budget vrfiich 
at its height approxijnated only 13 million dollars annually, the program 
has no possibility of substantially reducing drug abuse. It therefore has / 
a responsibility to experinent with strategies and to documant results fo?- 
tlx>se populations that the program cannot liope to reach directly. 

• 

In addition to these ratlier typical information requirements for federal^ 
programs, iTOEP strives to establish a facilitative relationsliip bettveen the 
program and the projects. These relationships involve mutual problGn solving, 
where both successes and failures contribute to future strategies. 

The Information Support System 

In response to both these sets of needs, the ISS was designed to serve three 
functions: 

1) To provide managementjinformation for program monitoring and decision 
making; 

2) ,To provide information for project grotrtJi and Uevelopment; and 

3) To document project activities for identifying successful strategies. 

llie Ttiajor cofiponents of the Iss are: 1) tlie Project Growth Ifeoord which 
provides a tool for project self -evaluation and for cotranunication between 
tJbEP project Officers and Project Directors; 2) the Quarterly Project Summary 
v^iidi provides^ quantitative and adniinistrative data for program management 
and for congress and tlie administration; and 3) the Shared Experience Bank, 
die prime vehicle for informally sharing project activities. 

The Project Growtli Record is niade up of four sin(?le reporting formats wiiich 
record quarterly tlie progress of each project. Tiiese are provided in J^ppendix A," 

6 ^ ' ■ :■ 



Tiie essence of the Project Growth Eeoord is a managenent by objectives approach 
ocnbined with discrepancy evaluatiOT. It asks each project to lay out an 
Action Plan for each major project area. The infornation is laid out in three 
columns indicating what activities are planned^ for^viiom, in order to change 
what need or condition. At the end of each quarter, a project provides an 
AccoTplishtrvant Report in each major project area, again in a three column 
formt, indicating vAoat specific activities were acocrplished, for whom, with 
what progress tcward changing specific needs or conditions. These formats 
allow for a systematic Qonparison between th^ pllh and the acoottplishmen^, 
thereby providing an imtediate self-evaluation report for the project, as well 
as a siirple narrative on project operateLois for the NDEP Project Officer. 

^lowever, additional reporting is necessary to pursue the irrportant problem 
solving en^)hasis of the program, 'flierefore, on the back of each Accatplishment 
Report, the project records its Grcwth Report for tfte quarter. In a loose 
narrative format the project indicates what problems they encountered in each 
project area and what they learned from their e:qperienoe. This is followed 
by a Change Repo^ in which the project provides a viarrativ^indica£ing any 
changes they intend to initiate. Finally, on the back of each Change Report 
the project fills out a new Action Plan, wiiich includes the activities for 
the coning quarter, incorporating any project changes. T^s beocmes the new 
baseline, against vMch the next quarter's acocmplishments are corpared. 
Visualise a Project Gro^irth Peocrd \<lhicti is divided by major project: areas 
and which builds quarter-by"qi)L±er with Accon5)lishment Reports, Grortti Reports, 
Change ^Reports ana Action Plans. . 
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In additiai to the Project Growth I^cord, prajects are also required to fill " 
out a Quarterly Project SunrnvEoy. Tliis admittedly unexciting report asks for 
information on staff, budget and quantitative outputs of the project (e.g. 
nuntoer of people ^trained) for the quarter. This feeds into iit^rtant 
administrative reports for the program. This report is flexible and di^inges 
fron tijne to time a^ the needs of the office change. For exanple,^we nodified 
the report when needed to start getting project staf^data by ^ex an<i job 
position in order to neet our equal opportunity reporting requirements. 

Tiie final oonponent of the system is the Shared Experience Bank. Thi? mechanism 
was added to pra/ide an informal cxximunication network between individual 
projects. It sets ^ a prpcess vfhereby projects voluntarily subjnit material's 
tliey have developed or descriptions of significant es^nences, both succe;ss6s 
and failures, vMch they would like to share with other projects in the program. 
This paper nebvork facilitates personal contacts between projects ^fith similar 
problems activities* 

Reports • . ■ 

These coTponents, the Project Grohrth Record, the Quarterly Project Summary 

and the Shared Experience BSnk, provide the input for a series ^6f reports 

tiiat Jieet the vairious neecis identified iif the beginning of the article. As 
. 

IndicatfifJ earlier, the Project Grcwth Record is organized in such a way , that 
the act of filling oiit the forms provides an inihediate report. The conparison 
of plans and acoanplishments provides a means for self-evaluation for the ' " 
project and a progress repoift for the NDEP Project Officer. 

There are also a series of surnnary reports which meet a variety of information 
needs. The Quarterly Project Surnnary is surmtarized by region and t^^ national 



totals to provide quantitative data for program managanent and external requests 
for informatj^, llie NDEP Project Officers may use regional reports to identify 
^the strong and weak projects within their assigned region, 'Ehey may use the 
national reports to gaug^ their projects against national trends. 

The narrative material in tlie ProDect Growth Record is coded by activity type, 
target group, intended outcomes and goals, and then summarized in a nurtber of 
ways. First/ concise project profiles are developed, including'^all the 
activities, tasrget groups, outcones and goals for each project. Secondly, 
several indices are created: by activity type, target grou^, outcones and 
goals. These nay be used in a nunfcer of ways: 1) to identify activity types 
jJhidi are being utilized; 2) to oanpare target' grot^^s in terms of degree of 
representation? 3) to indicate types of outocmes attempted; and 4) to describe 
types of project goals. Besides describing national trends, tl:^ indices may* 
be used to identify aijd link'projects involved in siritLlar activities or with 
siitiilar target groups. These data^ may also be analyzed over time to rpeasure 
progr^ inpact. The ISS was originally designed to include an evaluation 
ooflfjonent. Although this elenerit was dropped, .the systan still has the ;potential 
^for evaluative analyses. ^ 

System Develognent, Ijrplenientabion^ ^nd Maintenance 

Besides the structure, of the^^sfcem^ j^t^ scroe, details . . 

bf .the development, iitpleiaentatibn and maintenance of the system. In the 
spirit of problem solving I would like to share with^ou soma of th& problotis, 
* as well as sense of the solutions we reached, 'Hie ISS was^ develop^ and 
ijTpletcentecl under oontract'-with a management consulting firm; E. F. Sliellsy 

Con?>any of Washington, D.C. The key aspect of our contractual relationship 
was continuous interaction between the contractor and ^e, program. This 



element was essential bfecause syst^ns developnent cannot be acccn^lished in 
a vacuum*. Program input was necessary td identify information requirements. 
Another injxjrtbit element of the deTOlopment process was field testing the 
system and beginning to establish feelings of pwner^p with the program 
staff and the projects. Projects helped^ldentify information sources and 
potential reporting probloiis. 

3jrpleiTBntation began with building a relationship bel^ween the program- and 

.y ^ ^ . ^ 

the projects through the information systera. Initial contacts i^ere uncertain 

and hesitant, and expectedly so. Information systems ar6 inherently distasteful 

to projects; they' involve additional danands. In the process pf orientation, ^ 

the technique^ foj:^j^ ^l4rn wi th indi f f erent or negative attitudes is critical. 

Strong program support for the system is necessary, afi^all program levels. 
* " ■ .1 ■ 

TSte program director most be visibly oonmitted to the system. Each Project 

■ : ' ^ 

Officer must reinforce, on a regular basis, this point of view. Traiiilog is 

0 ' * 

also iirportant. We developed a day long training session for" all Project 
directors on the system^ This was backec^^up written material, printed in 
the front of each Project Grcwth Reoordv 

Projects are likely to need help in their initial adoption of the system, 
'rhis requires individual consultoUoa prCELem areas 



or situations. u^ed two. approaches for this. First, we trained the NDEP 
Project Officers to be "experts" in the syston, thus reinforcing our effort ^ 
give tlie^Pix^j'ect Officers ot^Ttership in th^ system. Secx^ndly, we establish^ ^ 
a §roup of consultants who were skilled in program planning ,^ informatioj systems 
and eValUcVfcion. Like most information systems, the ISS presuf^xDses a certain 
level of skill in program planning and information collection. This assunption 



was not always mlid** For exariple, our csollege based projects ware develope(P 
and iit^Jlomented by students who had little progranming ei<perienoe. The 
consultants assisted projects with general planning and manageirtent problems, 
' leading to the'' specific sloLlls necessary foif tlie ISS reporting* 

' ' ■ ' ■ - 

Let me re^nphasize the fact that a new systan never goes STOofhly at first. 
Vie cannot expect projects .to iitrSediately s^ the "utility" of such an^approach. 
Tliejnaintenance of the system is a function of the extent to which the program 
and projects both find that the system ineets sane of their iJiportant information 
-needs^__15iis^i^^ process. First, it requires providing useful 

feedback f ran the system. Projects and program staff must receive^ reports in 
formats that are easy to 'read, useful for their needs, and timely. Another 
in^iortant aspect, particularly initially/ is the need^ for feedback on the 
feedbadc. Projects and program staffs needto be shown how to read the reports, 



how to locate useful data, how to use the repdsi:j3 for a variety of purposes. 
We used an approach. of providing short written analyses of the data, pointing 
out irrportant trends. Groi^ briefings and frequent"^ individual consultations 
were also conducted. *v ^- • ^ 

s 

Tardiness is a major systans maintenance problon. Late receipt of information 
leads to latfe report production; whidi leads to out^f-date reports/ which 
leads right back to low incentives for getting the information in on time. 
Our^ ej^rience bears out%he demoralizing nature of this <^le. This situation 
is probably best alleviated by rigidly enforcing due dates. 

Adaptations , ^ 

At this point, I think it is irrportant to note that the system can be adapted 
to a variety of situations. This is evidenced by several adaptations vMch 

V 
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were rnade of the system within the t<tDEP, First, the system was adapted to be"^' 
used witK-the Help Coninunities Help Themselves Program. In th:£s effort:, the 
NDIiP suf^jorted regional training centers which provided training and technical 

t ^ * - - 

assistance to teams of individuals from oormiunities frcm all over tlie United 

States. Up to 1,000 teams havefBeen trained during the course N^f a year. 

It was in5x:>rtant for the NDEP .to measure the overall results of this major 

effort,* but ^ it was iirpossible for the program to nonitor the activities of 

each team. In any case, folla/^-up was the responsUbility of thtg training 

centers. The system was modified for use by j^e^ program^ and the tii^inijig* 

centers. The centers included action plaiming as an iji^rtant part of the 
■ ? . • ■ 

training sequertce an<5 used progress ri^rting to determiiLe needs for technical 

assistance. Surranaries of refjDrts were provided to the>4^EP for detemLning 

overall effectiveness of the effort. The^^ISS was sinplified fpr a smaller 

training effoi:;t directed toward teams from Schools of E&ucation. JS^en some 

of our original training and, f!lemgnstration projects adapted the tedmique for* 

tlieir own purposes, especially State Department ot Education programs who found 

^ ) . 

it useful for monitoring their own statewide efforts. The 'ideas are adaptable, 

( * • ^ 

- 

therefore, to a variety of contexts.- , • ■ 

LTpderlying Plulosophy ^ \ 

It is difficult to tell^hw. much of our pliilosc^y about informata^on 'systans 
was ii5[!posed on tlie ISS,and hew much of it evolved from our experience with trie 
system.. However, I think it is ii5[!portant to identify sate of these* dssunptions 
First, we jiave a bias toward a naturalUstic type of information system. 
^I^ding a Projec^ Growth ^oord is not like reading a typical management 
information report. It is primarily a narrative, with scm structure i5i:posed 
(though not' necessarily followed). This makes for difficult' summarizing and 



analyzing, but I believe it oones closer to the type of information which is 
'useful at the'prdject and program operations level. Wfe are all natural 
inforpation processors; we are constantly making plans and checking our own 
progress. But sooeliow, when this all beootnes cdncretizet^ in a typical 
manageinent infonftation system the' results are disasfcerous. One of our basic 
Strategies i%to try to, tap this natural process. and c^italise on it in a 
way that is useful to people at many levels in ^ program. 

A second assunption underlying the system is an errphasis on the' problem solving 
process and facilitation. It is not expected that projects will accoiplish 
e\^erythin% Jiiat- is set out, in their action plans, Hcwe\'^, Ihe projects, are' 
expected to set' plans, checK out their own progress and make appropriate ci^ges. 
This is acCountab;Llity for a process , not a specific product . Critical to this 
process i^ a wiilijigness to share information, both positive and negative, 
V/itliin ttoi^ system., tliose receiving infonnation have a respansy:>ility to assist ^ 
tlK)se^pfoviding ihf^tination in their prc4>lan solving process. 



Finally, a third premise of tli^ system is a people centered Approach. The 

focus of the systm at all levels is on tlie target'grsDup "out there" and hpw 

,.the available resource^ can best be directed toward meeting those needs. . This 

f * 

allows a Vari6ty of groips with differeiit funcfeicais and different capabilities 
to' coopeiratively direct their efforts tcwaaji a single end.^ 

The development and injAorentation of tiie Information St^^rt System provided 
^•ci testing ground for^tlfese assumptions, ^ well as for the Cfv^rall philosophy 
Tof the National Orug^ Educaticai Program.* , Not all of our expectations were met, , 
but the ej^jerienoe provided us with sdte new insights into the functicm of , 
infomip^ion in provi<liiig a facilitatiVB environment for jnutual Federal- loce^l 
problem solving. , . - ^ 



The following rnaterial/ extracted fron a quarterly report fron the A^/areness 
House project in Sioux Falls, South Dakota, is evidence of our success; 
Our attitude on reporting to supporting agencies has been that it is 
a necessary and distasteful/ tiine-consuming task/ and thai; ife gained 
nothing for ou>: cwn organization. With a change in attitude/ i,e, / 

an opportunity to closely Ipok at ourselves as well ,as the involvement 

\ 

of all of our staff— <^ch reporting on his area of in^rest and activity 
wo now see this process as providing us with valuable information. 

Formerly no one on our staff wanted to do the reporting. Now that 
the. task has been divided anort^ our entire staff/ the* report writing 
^ . has caused us all to look at ourselves and inake concrete plans out 
' of footerly ^scattered ideas, Vfe are entV)iJsiastic; 

Fonnerly we djd not use the reporting 'technique as a learning tool 
for ourselves, find in trying it for the first tine that we have^ 
looked at many new areas of our work separately and as part of a 

wix>le process* We suspect tliat this activity will continue to keep 

I I- t 

us^awai-G of what, we are actiaally doing, and the involvement of everyone 

*■ 

on this project will set up new lin^of ccnnunication. 
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Activltyi, 



CHECK CATEGORY OF SERVICE: 



□ DIRECT PERSONAL SERVICES 



□ 



EDUCATION AND TRAINING 



i I INDIRECT PERSONAL SERVICES 

IKTER-ORGANI2ATIONAL SERVICES PROJECT MANAGEMENT./ 

OPERATIONS 



Pl«^s« dc$crib<£ \,h3t you pUn to accomplish in this category 6f service dutuig th<£ ne^ct 
quarts* Include juit one distinct activity* per ;:.'*ge. {*^s listed on your Activity Overview) 



ACTION PLAN 



covering 



mo* 



day yr. 



to. 



d^y VT» 



" Please return a copjf of this form 
-attached to yoir Quarterly Sumnary 
^ for this quarter* 



\VH\T yOV PL\N TO DO and WHEN 



TO WHOM 



WHAT SHOULD BE DIFHERENT 



For each of tJie principle activities thit you , 
listed in tills category on che Activity Ovcrviewt 
what ^ire the mnin events or tasl<5 that you plan to 
accomplish this quarter? When will they occurj 



Describe who you plan to affect, influence or i^ivolve 
during the coming quarter? Give numbers; est^imates 
are fine. 



Iti terms of these people, wiut are the conditions or needs , 
that you are trying to effect or change with this activity? 
Heasf. describe these conditions in terms of "before" and 
"after". For instance* what do you assume tijem to be novg 
what do yon expect will be different by the end of quarter?^ 



WHO: 



HOW MANY; 



CSHCK CH^T100R^ Of S!R\1CI: 



Actitity, 



1 1 DmECT PLRSONAL SERViC^rS Q INDIRECT PKRSON.U SERVICES 

CI! IDUCA HON AND TRAININ'C d! INI ER-OBCAMIZATION^U SERVICES ["! PROJECT MANAGEMENT/ 

^ ^ ' — ' OPERATION'S 



oiiiji'.^ the p (.jU^^rtc^. ^)^'htllc TlI^t dm dUlinct activity "^pcr p^ic*c^ lislcd itt >Oxir 



ACCOMPLISHrllENt 
REPORT I I 



covcritifi 



to i 

"jTioI r^Jiy ] yr, 

a copy of ihis form | 
rourvTrartcrly Sujnm>ir>' 



PJciisc return a cony of ihis 
attached to yourvTrartcrly 
for this quarter.. 



V uM ^o^T DID Lviwhi-N 



TO WHOM 



UTIAT PROGRESS 



V; h It vUt! ^ot< tio' to ii^^i^Iojuciil the ^^rijicip-tl 
icliiitjc^ ti^ivici tUb" t",Uc:;or^ of ^c^t'ioc ilurin^i the 
p lit xjii nicr^ W hcii t,orc thc^c t.i;JsS .iccotiii>lished? 



Describe tihoiii you did .tffcci, itiOuvuce or iiwolvc 
ilttrinft ihe'p-^t tiu;irtcr? Give tlie .lunibors of pcojdc 
invoJwd iti c*»cli principal ;>cti\ity' 



Your Plian for this quarter cited ce^t^un conditions! 
tliis activity u'ould try to affect*. What indication do 
you have that there was an ejffect oti* or ch*Jus;e iti^ 
thc^e conditions? I 



W! iO: 



to ^ 



HOW MANY: 



ERIC 



cware these. accomplishments 
Plan for this quarter 



WITH YOUR Action 



Tfic ^i^-Jicc belo" is for your con^rit-m-t on ^ hat is- hippeniti*; in your prcjcct as .icta\'idc* chjuigc 
.md ^o"- in rt?i.}>oiiiC lo not;ds» Plco^ v.ritc freely* You Jo not have lo Ht:i;t yoUf^clf to 'i>osid\^'* 
Ir.ciJcr^ts. MucJt \ ^ue can jXso be derivcti tror^i sh.trin^ tlie *"vvhat^v,ent-%.rong s* Tlie follo\^lng arc . 
otili iJ^i^it-^Tio^^ oi ih^j Xypc^ of infontiaiion tiut c^n indicate: wh^t you ie^mittf:. 

^ \s yoM cc^mpjjeti vour AccoinpliihTrrer.tt IjJt qiioner \ iiK^our eHorlier plans 4 * * 



^ ou in ay liivc lound that (hc^.>siiu*.j^t5 
^ou iiiatic ai>out necj^ or coiKJ/Uoui v crc 
tiot COrrtpK-tt;!^ icCitr *tC, il ^ ll »t 

^ crc liic HcctE of ihe poopic* you ^ictu.Ul^ 
rt;icht;d^ 

(1>I Vv.fcs there si^niii^ i^taff pericu^U ca"Ov lir 
Vthtt iiulacxRcd It'* 



(cj Ewrytiiirtg may have froceede<3 is piJtnued, 
If ^o, made 11 cjo"* If^otf what unex- 

pected things occuiretP Ho^\ did you deal 
v.ith them"* Who did iuvolvG' Wluxt 
altent.iti\'es did ^011 h.ivp"* 

(d) Was there significant coxiimunity involvement? 
What influenced it"* 



GROWTH REPORT 



eovoring 



to 



Please return a cov>\ of iliis 
attached to your (^a.merly Sui 
Ifor tlifs quarter. ' 



foin 



iiVi *irV 



NOTE: PtEASE USE ADDITlONAt PAGES 
IF NECESSARY 



PROJECT; 



I, Will your ACTION PLAN for next quarter {on back of this page) 
be different from wfa^t you might have otherv/lse prepared, because 
of something you learned or nodced l^t quarter? If so, will it be a* 



ACTivrry. 



□ 



Change m HOW you are going 
to provide the services ? 



Comments; 



CHANGE REPORT 



coveting 



to 



mo. day ytm mo. day ^t. 



j j Change in the number and/or type of 



□ 
□ 

D 



PEOPLE you now expect to affect? 

Ch^ge In your assumptions about their 
NEEDS, conditions or problems^ 

Change in what you expect can 
be ACCOMPUSHEO? 



' Other 



2. What indications do you have that there is a continu i njgLn ^ed for tJi^ specific activity 



CO 



3 . What evidence do you have of your oommupitv^s present attitude toward this activity? of your staffs attitudes? 



4. How do you plan to confirm the changes, or effe<^ you expect to have this quarter? 



o ' . . . ■■ . ' 

■ NOTE; P1£A.SE USE ADprnONAL PAGES IF NECESSARY. 

— ^ ^ ' 'll - 



